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Abstract 


Leadership is a concept which has been explored, researched; and various theories have 
been developed on this concept. These theories have helped in achieving overall organizational 
efficiency. Pygmalion leadership style (PLS) is as yet a relatively unexplored area. This style 
includes behaviours that assist the subordinates to be productive in an organization. Leader 
behaviour and its impact on followers performance has been studied by various theorists 
abroad. Most of the researches have been conducted in military and educational settings. 
This study explores the impact of Leader’s behaviour based on PLS and its impact on 
performance of the subordinate. Self-fulfilling prophecy is at the root of Pygmalion Leadership 
style hence two variables namely employee self-expectations and leader expectations have 
also been considered in the study. The study also aims to uncover the subordinates characteristics 
and expectations from a leader. A questionnaire was developed on a seven point Likert scale. 
Based on the secondary data, four variables were identified: expectation raising on self- 
expectation, expectations from leader, leadership behaviour and performance of the subordinate. 
An analysis of 230 banking professionals was conducted. The data was analyzed using 
descriptive as well as correlation analysis which revealed that there is a link between 
performance and expectations. The correlation matrix revealed a significant relationship 
between performance of the subordinate and self expectation(0.98), performance of the 
subordinate and expectations from leader (0.75) and leader behaviour and performance of 
the subordinate(0.55). 
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1. Introduction 
1.1 Background of the Study 


Leadership impacts upon relationships within the organization and the productivity of the 
organization. This correlation between leadership style and the performance and 
productivity of the employee has been studied by various researchers such as Kouzes and 
Posner (1995), Bass (2008), Kotter (1996), and Howell and Costley (2001). These research 
studies focused primarily on the leader’s characteristics and not what the subordinate expected 
from a leader. Shamir, Pillai, Bligh, and Uhl-Bien (2007) are among few researchers who 
inquired the role of subordinates in an effective leadership style. 


Most research studies still consider the role and productivity of a subordinate as a “by product” 
of a particular leadership style. Self-fulfilling prophecy was used by McGregor's (1960) 
theory X and theory Y as an explanatory variable on the level of motivation in subordinates. 
The theory points out that the level of assumptions (expectations) set by the manager yields 
the same kind of outcomes. The way the manager treats the subordinates, the subordinates 
react in the same way. As the theory outlines that the a manager using theory X as the 
benchmark mistrusts the subordinate; whereby not delegating tasks and observing too closely; 
this in return makes the worker put less effort in the job hence fulfilling the managers prophecy 
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explaining that the follower does not work. On the other hand, if the belief was set in on 
theory Y which highlights that the manager trusts his subordinates and delegates more creates 
an environment whereby the subordinate is given responsibility and this trust factor makes 
an individual respond by being more responsible and living up to the expectations. Hence 
McGregor used the concept of manager expectations as a key factor of productivity and self- 
fulfilling prophecy. Similarly, Likert (1961; 1967) was also aware of the concept of expectations 
and its implications on the effectiveness of the leader-subordinate exchange. He wrote of a 
highly effective manager: “His confidence in his subordinates leads him to have high 
expectations as to their level of performance and with confidence that he will not be 
disappointed; he expects much not little” (Likert, 1961). 


Likert was the first theorist to have made a mention of expectation and leader-member 
exchange. However, Livingston (1969) eloquently and constructively discussed the role of 
expectations on followers’ behaviour hence Pygmalion theory made an official entry through 
his article “Pygmalion in Management” published in Harvard Business Review. Although 
more than three decades have passed as far as the concept of Pygmalion has made an entrance 
in management, there is a dearth of research in Pakistan. 


The main objective of the study is to explore the leader-follower expectations in banks, in 
order to validate the theory of Pygmalion in the local scenario. 


1.2 Significance of the Study 


The study is based on rather a less-explored area of research in management. Hence the study 
may help bank managers focus on skills, which are required to create an environment whereby 
the subordinates would work diligently and up to the expectations of the supervisor. 


2. Literature Review 


Leadership and its role in organizational performance has been explored by various management 
theorists and researchers. Yuk] (2013) defines leadership as the process of “influencing others 
to understand and agree about what needs to be done and how to do it and the process of 
facilitating individual and collective efforts to accomplish shared objectives.” 


The styles of leadership include charismatic leadership, transformational leadership, Pygmalion 
and Goal setting; all the styles focus on different sets of variables. These variables form an 
interrelated and complex set of relationships and are so intertwined that it is difficult to 
identify which variable is more important in shaping an effective leadership style (Yukl, 
2013). The various constructs developed over the last decade include the roles of goals, leader 
expectations and self-efficacy among supervisors and subordinates which help in improving 
organizational performance (Meier & O’Toole, 2011). 


There exists a plethora of research work on leadership; however, certain aspects such as the 
role of leaders’ expectations and the subordinates’ expectation from the supervisor are not 
explored in research studies. This study focuses on the leaders’ behaviour (Pygmalion 
leadership style) and direct influence on the performance of subordinate, subordinates' self- 
efficacy and the expectations of the leader about subordinates’ performance. 
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Organizational goals and leader expectations are related but not identical factors in leadership 
theory. While organizational goals may be specific and operational, they often are general, 
abstract, vague or symbolic. Leader expectations may be more concrete. They can be perceived 
as organizational goals in action as they indicate what the leader regards as important for the 
organization to accomplish. High-level of leader expectations or challenging goals and their 
effects on organizational performance form key elements of several leadership theories, 
including the charismatic leadership, transformational leadership, Pygmalion leadership style 
and goal setting. 


Theory of charismatic leadership advocates leadership as having appealing vision with 
optimism and confidence and make emotional appeals to values. Followers tend to personally 
identify with the leader and imitate his behaviour (Conger & Kanungo 1987; Shamir et al., 
1993). Transformational leadership theory shares some elements with charismatic leadership 
theory, including the leader’s role in forming a vision, motivating subordinates and setting 
high expectations. The theory suggests that leaders can increase organizational performance 
by influencing employees’ values and aspirations, inducing a purpose transcending short 
term goals, activating higher order needs and motivating employees to move beyond their 
own self interests (Avolio & Yammarino, 2002; Judge & Piccolo, 2004; Yukl, 2013). 


2.1 Performance of the Subordinate 


Pygmalion leadership style was initially studied in educational setting; however, Livingston 
(1969) created a hypothesis that Pygmalion can be studied in the management setting. He 
wrote that the manager’s expectations of his subordinates directly impact upon the performance 
of the subordinates. Managers create high performance environments which yield high 
performance in subordinates. Self-belief of managers is also important to be successful to 
lead subordinates and help achieve high performance. 


“The high expectations of superior managers are based primarily on what they think about 
themselves and about their ability to select, train, and motivate their subordinates. What the 
manager believes about himself subtly influences what he believes about his subordinates, 
what he expects of them and how he treats them. If he has confidence in his ability to develop 
and stimulate them to high levels of performance, he will expect much of them and will treat 
them with confidence that his expectations will be met. But if he has doubts about his ability 
to stimulate them, he will expect less of them and will treat them with less confidence” 
(Livingston, 1969). 


This was the first time that a theorist had developed concrete evidence that there indeed is 
a relation between expectations and results. He further discussed the negative impact of low 
expectations. Self-esteem was also studied as the mediating relationship between expectations 
and performance. 


2.2 Self-expectation 


Self-expectation or self-efficacy is the individual’s belief that he is capable of holding a 
particular position and hence is also able to accomplish tasks (Bandura, 1977). Similarly, the 
person’s belief or expectations that accomplishing certain tasks properly is based on self 
belief (Hackett & Betz, 1981). The type of behaviour to be displayed and the expected work 
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with determination is all linked with self/fulfilling prophecies which were discussed in detail 
with linkages to outcomes (Bandura, 1977). Self-fulfiling prophecy or Self-efficacy when 
viewed through the same lense for careers it is evident that the same concepts can be applied 
to educational as well as organizational setting which in return would help achieve organizational 
and educational goals (Betz & Hackett, 1997, p. 383). These behaviours are directly related 
with an individual’s self/perceptions and the belief that they can achieve the desired behaviour 
hence the desired outcome (Hackett & Betz, 1981). On the other hand, if an individual has 
a negative or low self-expectation then this behaviour also results in a set of behaviours which 
do not yield the desired outcomes on the job. This may also be referred to as low motivational 
level on part of the incumbent hence marring his career development. In the same paper, it 
was also highlighted that women tend to be at a higher rate of having low self-expectations 
hence not being able to achieve prominent positions in the hierarchy (Hackett & Betz, 1981). 


2.3 Expectations from Leader 


The theories on leadership have beenchange and there is a significant inclusion of leader 
expectations and its linkage with the performance of the subordinates (Dansereau, Graen, 
& Haga, 1975). There have been linkages between relationships and social communication 
or exchange which leads to higher level of work outcomes (Graen, Liden, & Hoel, 1982; 
Graen, Novak, & Sommerkamp, 1982). Social exchanges have been documented in a Vertical 
Dyad Linkage model (VDL) which highlights the social exchanges between leaders and 
members, this exchange creates an exceptional bond which results in a better outcome by 
the incumbent (Dansereau, Yammarino, & Markham, 1995). This exchange helps transmit 
the expectation of the leader to the subordinate and cultivates a sense of increased self- 
efficacy hence resulting in increased performance on the job (Bhal & Ansari, 2000; Dansereau 
et al., 1975; Graen & Scandura, 1987; Liden & Graen, 1980). On the other hand, high LMX 
members enjoy relationships that are characterized as being a partnership between a supervisor 
and subordinate and involve liking, loyalty, professional respect, and contributory behaviors 
(Dienesch & Liden, 1986; Liden & Maslyn, 1998). 


2.4 Pygmalion Leadership 


The concept of Pygmalion leadership refers to a leader who uses a set of behaviors that help 
the managers achieve high performance expectations. This definition has been developed 
after numerous empirical studies (Eden, 1990; Rosenthal, 1991; Rosenthal & Rubin, 1978). 
Most of these studies have been conducted in military based situations (e.g., Eden & Zuk, 
1995). However, there is a study conducted by Sutton & Woodman (1989) who have used 
sales associates as their population which did not support the Pygmalion model. Many research 
studies have discovered linkage between supervisor performance expectations and the 
subordinates’ work performance, this outcomes maybe induced by the Pygmalion effect 
(McNatt, 2000). 


3. Research Methodology 


The research study is quantitative in nature and a self-reported questionnaire was developed 
using seven-point Likert scale. The questionnaire comprised of four variables and five 
questions each. These variables included Pygmalion leadership style, self-expectation, 
expectation from leaders and the performance of the subordinate. 
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4. Data Analysis and Findings 


The sample population for the study was 230 respondents out of whom 118 were male and 
112 were female. For further analysis of the data, the sample was divided into age and the 
level at which the individual is working namely Executive position, managerial position, 
middle management and Clerical position. The respondents’ age varied between 20 to 50; 
whereas only 5 respondents were 50 plus in age. Around 115 respondents were at managerial 
position, 105 were at middle management positions and only 7 respondents were at clerical 
positions. The theory suggests that women workers have lower self-efficacy and hence it 
rompers their career development. 


Table 1 
Descriptive Analysis of Factors 


Pygmalion Leadership Self- Expectations Performance 
(Leader Behavior) Expectation from Leader _ of the subordinate 
Mean 4.69 4.85 4.82 4.92 
Standard Deviation 1.35 1.17 1.11 1.14 
Kurtosis 0.34 0.36 0.10 0.65 
Skewness -0.65 -0.60 -0.47 -0.78 


The mean of Pygmalion leadership style which is the behaviour being displayed by the leader 
results in the performance of the subordinate (4.9) with a median of 5, hence it can be inferred 
that the performance of subordinates is linked with the behaviour of the leader. Similarly, 
looking at the expectation of the leader (4.82) is the same as self-expectation (4.82). This is 
an interesting data as both expectations from the leader and self-expectation is same, this 
may be a direct link between the behaviour projected by the leader. The descriptive status 
does not provide any obvious link between the variables. 


The correlation matrix reveals that the highest correlation is found in performance of the 
subordinate and the leader expectation i.e., 0.75 which is followed by self-expectations and 
leaders expectation 0.71. Hence, this suggests that the theories related to expectations 
increasing performance or vice versa. Self-efficacy theory is also validated by the two variables 
expectations from the leader and the Pygmalion leadership style (0.68), this further validates 
the theory of Pygmalion leadership style and its impact on the performance of the subordinate. 
Analysis of variance is carried out to check whether all constructs are equal in terms of 
average response. 


ANOVA 


Source of Variation SS df 
Between Groups 6.80 3.00 
Within Groups 1312.79 | 916.00 
Total 1319.59 | 919.00 


The above-mentioned ANOVA analysis indicates that there is no significant difference of the 
respondents’ opinions among all constructs. This analysis signifies that the respondents 
opinion regarding the impact on performance is related to the leadership style, self-expectations 
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and expectations of the leader. ANOVA test does not however highlight whether the difference 
of opinion if any exists. 


5. Demographic Analysis of Factors 


The following data was collected using the same leader and comparing the two variables of 
self-expectations and performance by the subordinate. It is assumed that the same leader has 
the same level of employee expectations and leadership behaviour. 


To help understand the impact of leader behaviour and expectations on the performance of 
subordinates; an experiment was conducted whereby the leader was the same and the 
subordinates were both males and females. The following graph explains that same expectations 
and behaviour by the leader had different outcomes as far as the gender is concerned. The 
male subordinates had a mean of 4.58 on self expectations and the female subordinates had 
a mean of 4, although the difference is not significant never the less there is a difference. 
This difference is further highlighted in the performance of the subordinate, the males had 
a mean of 6 and the females had a mean of 5. This validates the theory presented by Hackett 
and Betz (1981). 


Graph 1 
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Self Performance 


Expectations of the 
subordinate 


The following data is collected based on the age of the subordinates, it shows a general trend 
that the younger worker (20-25) have higher self expectations 6.5 and similar higher 
performance 6. As the age progresses the expectations and performance are equalized. For 
this standy a sample of employees reporting to the same leader havebeen taken hence to 
measure the impact of age and their response to the leaders expectations and behaviour. 


Graph 2 
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6. Conclusion 


This study explored Pygamlion leadership style and performance of a subordinate, with self- 
expectations and leader expectations. It can be concluded that there is a significant relationship 
between leadership style/behaviour and how an individual/subordinate would perform. Since 
the data was limited, it requires further research to explore the concept of Pygmalion in 
management. Earlier studies have all been conducted in military and educational settings; 
therefore, there is a dearth of secondary data related to the field of management. The current 
study yields that there is a link between expectations and performances. One way to incorporate 
the concept of Pygmalion leadership style into the work environment is to acknowledge 
performance accomplishments by verbal persuasion as well as verbal appreciation. Similarly, 
the research also found that there is a link between the level of performance and gender, to 
avoid these perceptions there is a need to avoid job discrimination, racism, prejudice and 
sexism. Further research is required to explore the reverse Pygmalion concept where the 
expectation of the subordinate can also impact the leadership style. 
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Appendix 


Questionnaire 


Instructions: Please circle one number per statement to indicate your view towards the statements below, where 
1 means that you strongly disagree (or dislike) and 7 means that you strongly agree (or like). 


Statement (My supervisor) 


Makes others feel appreciated. 


Expresses with a few simple words what we could and should do. 


Enables others to think about old problems in new ways. 


Helps others develop themselves. 


Tells others what to do if they want to be rewarded for their work. 


Is satisfied when others meet agreed upon standards. 


Is content to let others continue working in the same way as always. 


Has complete faith in me. 


Provides appealing images about what we can do. 


Provides others with new ways of looking at puzzling things. 


Lets workers know how they are doing their work 


Provides recognition/rewards when workers reach their goals. 


Does not change anything within the organization, which doesn't need changing. 


Lets workers do whatever they want to do. 


Believes workers are proud to be associated with him/her 
Helps workers find meaning in their work. 


Gets others to rethink ideas that they had never questioned before 


Gives personal attention to others who seem rejected. 


Calls attention to what others can get for what they accomplish 


Tells others the standards they have to know to carry out their work 


Asks no more of others than what is absolutely essential 


Section 2 


My leader feels confident about my ability to do my job 


Feels that I have the capabilities needed to perform my work activities 


Feels that I have mastered the skills necessary for my job 


Feels that my skills and abilities are very important in this organization 


I go out of my way to acquire skills over and above those required in my current job 


I do not fear new situations of work 


Getting promoted to higher levels in the hierarchy will enhance my job involvement 


I never miss any opportunity to take up new responsibilities 


I take failure as a stepping stone to future progress 


I feel that I have the skills needed to perform a higher level job in the hierarchy! feel that I have the capabilities to cope 


with the duties and responsibilities attached to a higher level 
of job 
I feel that I will be able to do a good job if promoted to a higher level of job in the hierarchy 


I feel that a higher level of job in the hierarchy will utilize my full abilities. 


I feel that I have adequate preparation for a higher level job in the hierarchy 


I feel competent and fully able to handle a higher level of job in the hierarchy 
I feel that a higher level job will give me a chance to do the things I feel I do best 


I feel that my future higher level and I will be matched 


I feel I have adequate preparation for a future higher level job 
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